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SUBJECT : 


8SF8RBNCE 


Paragraph 5 of this staff study contains recommendations for the 
approval of the Deputy Wrector (Support). 

♦ jfJwiaUcwU 

Can adjustments be made in the requirements levied on the Administration 
Building Printing Slant to eliminate or minimise its workload problem? 

2. FACTS: 

The requirements levied on the Administration Building Printing Slant 
(Admin. Hast) fall Into 3 basic categories: ftstional intelligence 
Survey Program (BIS) requirements, #XA (non«B3B) requiieeKssts and re* 
qairaaests from other agencies, further, the workload problem in the 
Admin. Plant is directly related to the aiae of the staff available 
to fulfill requirements . 

a. 8A33QSAI. lOTLLIDSt^ SURVEY PUDGRAM 

(1) Requirements in support of the national Intelligence Survey 
P r og r am (US) now account for about 30$ of the workload of 
the Main. Plant (TAB J). 

(2) She Joint Chiefs of Staff sot the requirements and allocate the 
priorities for production of the BIS on an annual basis (TAB B). 
The retirements have not been change! since they were reduced 
in 195® tram. 15 US to 8 BX3 or 500 equivalent sections per 
year. (The BIS Section is the production unit used in this 
study.) 

(3) The Clark Task force has reaffirmed the need for and the worth 

of the US program in the loover Commission Report on Intelligence 
Activities (TAB B). 
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(k) Discussions with the Assistant to the Xffl/l (Main.) reveal 
that, even under personnel ceiling pressures, the QD/l has 
been reluctant to - slow up production of SIS Sections as the 
majority ecasqjleted are in the maintenance stage and the pro- 
gram will suffer if maintenance is not kept reasonably current. 

(5) Although sore than 40 gowemaent activities contribute to the 
JUS, the principal contributors are State, Amy, Hary, Air 
Force, and CIA. CIA bears the cost of CIA and State con- 
tributions to the SIS program. 

( 6 ) Contributing agencies have eliminated various departmental 
intelligence publication# which sure replaced by the HIS and 
are placing increasing reliance on the JUS program. It is 
an established fact that each international crisis or major 
disturbance results in urgent requests for HlSonthearea® 

fhe requests have come from the 
as well as from CIA components and U.S. military 

commands. 

(?) As the substantive quality of the HIS has improved, the 
amounts of tabular work, charts and color printing have 
steadily increased in maftier, requiring more manhours to 
process. 

(8) The average number of Hit Sections aent to the plant per 
month in calendar years 1955# 1956 , and 1957 were 36 . 2 , 38 
and b3.3 respectively, the average number published per 
month for the same periods were 1955 - 2*1.6, 1956 - 2*0 ,b and 
1957 - 33. (See TABS G & II) 

(9) Few priorities or required completion dates have been estab- 
lished, (18 in calendar year 1956 and K> in calendar year 1957 )# 
but much pressure has been exerted on the FSB by Oil to get the 
backlog of HZS Sections down aad to reduce the average printing 
time required. (TAB K) 

(10) The backlog of HIS Sections in the plant fluctuated between 
85 and 179 during calendar years 1955 and 1956 . la 1957 it 
rose steadily from a low of 91 in January to a high of 222* 
in September. At December 31, 1957 the backlog amounted to 
2lb IH3 Sections (TAB G) (for similar statistics by folio* 
see TAB I). 

CIA (HON-HIS) HEQJtREHEHTS 


- single manuscript page, single sheet of graphics, or one map. 
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(1) Ihere are no separate figures available for CIA (non-HIS) printing 
for periods prior to the IS January 1957 takeover of the Main. 
Plant by CIA. 

(2) Printing done for CIA (non-NIS) since 1 January 1957 amounted 
to 13$ of total production for the year (TAB j). 

OTHER AGENCY RKgllRMEOTS: 

Printing done tor other Agencies in proportion to total production 

in the last 3 years (TAB J) is as follows: 

1955# 1 Jan. - 31 Bee. 20$ 

1956, 1 Jan. - 31 Bee. 20$ 

1957# 1 Jan. - 31 B*e. 6$ 

STAFFING RELATED TO RSQUIBEWENTS 

(1) The Public Printer, in his letter of 5 December 1956 to the 
Director of CIA (TAB I 2), stated: 

”It is ay opinion that the interests of the Government 
will be served best by transferring the operations of this 
plant to the Central Intelligence Agency in view of the im- 
pending relocation and your plan to consolidate this plant 
with other printing units now operated by your Agency. " 

(2) £^u^ujy&57 the Printing Services Division had a ceiling 

these slots were in the Admin. Plant and 9 of 
them were frozen thus ra^mjLig the effective working celling 
in the Admin. Plant to In August the PSD ceiling was cut 

by 11 slots. In Januar^!95o this cut was allocated watog the 
components of PSD leaving the present working ceiling atHHl 
as follows : 

Office of Chief j^^Hj 

Administrative Staff 
Administration Plant 
K Bldg., Q 

(3) The Acting Director of Logistics stated on lh November 1957 
that; 


"Experience with the Admin. Plant plainly indicates that 
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115 employees will be an absolute minima with which the plant 
can operate "(TAB A). On the basis of subsequent experience, the 
Chief, PSD hao s tated that one additional low cost laborer, (or 
a total ofHHt&lch he believes Is still a mi n i m u m figure), would 
relieve highly skilled personnel frcaa working at tasks considerably 
below their qualifications and will help to reduce overtime costs. 

/ (k) AD/ St, on 13 February 1958, in a memo- 

l random for the Director of logistics, subject BIS Printing 
Situation, paragraph 3# stated (TAB M 6): 


25X9A2 

25X9A2 

25X9A2 


"I saa. aware of your continued efforts to improve the 
BIS printing situation, and note that considerable progress 
was made this past month in turning out HI3 Sections. I 
believe, however, that no satisfactory solution of this 
problem is possible without an increase in the staff of 
the Administration Building Plant to the level that was 
maintained under GPO administration.** 

(5) Averag e pers onnel on duty were; 1955 and 

1957 -§§g§lgIfAB K). She available figures for personnel on 
to|y prao^to the takeover show a fluctuation between and 

^j|^| Personnel on duty ftgcK^hort^ after the takeover to 
date fluctuated between An explanation of these 

figures and their significance is attached as part of TAB 0. 

(6) It is necessary for almost all personnel who work in the Admin. 
Plant to have $ clearance, There is also a ^-cleared pool of 
GPO employees who were used to augment the Admin. Plant staff 
during peak periods before CIA took over the plant, some of 
idiom by special agreement were on detail to CIA until as late 
as November 1957 • 


3. DISCUSSION; 


25X9A2 

25X9A2 


a. NATIONAL INTELLIGENCE SURVEY PROGRAM 

(1) She JOS, the Clark Task Force and the DD/l appear to be 
convinced of the validity of the US requirements . It 
would be possible, of course, to again raise the question 
at the JUS level j however, the action which produced the 
reduction in 1950 was taken on the basis of contributor 
capabilit ies and it is not likely that a reduction on The 
baal s of ~prin.tlng capabilities would be approved at this 
time. 
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(2) SIS program ha® always shown a peak and valley production 
situation originating with the contributing agencies includ- 
ing CIA (TABS D & E). TABS E 1, 2 and 3 show that in IT 1955, 
1956 and 1957 roughly half of each year’s total production 

by the contributing agencies was outstanding at the beginning 
of the last quarter of the year with twice as many sections 
submitted to OBI in June of each year as in any other single 
wmth. Much effort has been made to smooth out this production 
problem, but the vary nature of the program indicates there 

always he somewhat of a year end peak. TABS ® 4 & 5 show 
the production schedules for Fiscal Tears 1957 ?: - a d 195® * 

for 1958 show much more evenly planned production 
tha n the one for 1957. It is anticipated that the consistent 
attention this problem has and is receiving will result in 
improvement in smoothing out requirements on the Admin. Plant. 

(3) SIS contributor production varied in total amount per year 
from its beginning in Fiscal Tear 1949 through FT 1954. Bie 
Fiscal tears 1955, 195®, and 1957 show relative stability 
with contributor production at approximately 8 BIS or 5$0 
equivalent sections a year (TAB tf)« 

The production of basic Intelligence is a service of common 
concern which provides the foundation for the development of 
tt.ii other intelligence and is useful only to the extent that 
th e production reaches the consumer in timely fashion. Because 
of pressures from contributing and using agencies and depart- 
smnta and because of the current nature of much of the intelli- 
gence, OBI attempts to produce a finished product within four 
months using overtime in lieu of staffing to meet peak require- 
ments. This has meant that at the end of each fiscal year there 
has been a backlog in OKI which has been reduced by using over- 
time and which is reflected in the Admin. Plant two or three 
months later. Large amounts of overtime in the Admin. Plant 
were not necessary as long as GP0 administered it because GFO 
detailed additional people to the Plant during peak periods. 

Mhen CIA took over the plant this flexibility was no longer 
available and the backlog In toe plant stowed an almost con- 
tinuous rise during calendar year 1957 (TABS 6 & 1). Both OBI 
aal the Main. Plant consider 100 BIB Sections to be an accept- 
able workload and backlog for each. Admittedly the reduction 
by OBI of ita seasonal bae!:log during the summer of 1957 
resulted is the largest peak in BIS flections submitted to the 
plant in three years. (September 1957 - ®0 sections) (TABG.). 
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Ifae backlog immediately prior to this submission m* ^ 

170 sections, while at the same time June, July and August 
showed the fewest number of people on duty in more than 

years. 

(4) The '’deadline situations" referred to in conversati^B are not 

directed at OBI priorities ^ 

the pressures brought to bear on the ^~~ n * TTTI ndar year 1957, 

(«) reduce the backlog which accumulated in 
and (b) reduce the average time repaired to print an HIS 
action from the calendar year 1957 average of 92.5 days to 
approximately 60 days. Priority and deadline (collation date ) 
mterial from OHt ssounted to 2.5$ of total HIS production in 
1957 bat the backlog rose from 91 sections in J“®j“‘y957 
a high of 221 sections in September 1957- At 
thebachlog was 192 sections, 92 above the acceptable ° 

100, fell* the annual SIS production requirements as 

by the JCS anount to 3 equivalent US (500 . *** ' 

iL y^- and do not require a precise monthly production, it 

ITc^aly Impossible to produce this 

aonth-by-moath production goals are set ® dher ?T , . Trr< , 

5*1* possible. An annual production of 500 equivBlent illS 
Actions requires an average monthly production of approxi- 
mately 4l.7^IS Sections. OBI has indicated 

be no problems In, for example, a one month’s production of 30 
sections^ and a following month's production a *‘ OTJB ^ in f ^° i tl 
between 50 and 55 sections and sections remaining in the prin ng 
plant an average of about 60 days. 

b. CIA (NON-NIB) PROBOCTIOR 

fl) The 13$ of total Admin. Jlant production f °r calMdar year 
1 } 1957 involves many components of CIA and varied kinds of 

of these f»etor. wold «« 

in manhours than the probable results would w »™ t * 1*1® 

soae of the 13 $ was filler work which was needed during 
SSt t half of the year to avoid Idle manhours in the Admin. 

Plant* 

(2) The largest single user in the CIA (BOS-NIS) category lathe 
( SSJ of ORB. The Chief of tha 0 K-togr»itlc 

Division has stated that he will increase his effort c 
trol re-runs of published maps ana other ^ n°n-prlority^aap 
printing so that it can be done during slack time at the Admin. 

Plant* 
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(1) The requirements to provide support (beyond that of the SIS 
program) to other agencies was one of the conditions of the 
transfer of the Admin. flant to CIA. The Director, in his 
letter of 19 Koveober 1#96 to the public Printer, paragraph 
tp states: 

"the Central Intelligence Agency shall provide classi- 
fied printing at cost to the Atomic Energy Commission, the 
State Department, and any other agency which heretofore has 
used the subject plant Iter classified printing to the extent 
that such service may have been previously furnished by™ tie 
Government Printing Office (underscoring added) 

The Public Printer and the Joint Committee on Printing made 
this a condition of the transfer (TAB II, 2, 3). 

(2) It is estimated by the froduction Chief of the Admin. Plant 
that about 3056 of the reduction {from 20$ to 6$ of total 
production) in printing for other agencies was caused by 
discontinuance of printing for the Air force. Air force 
printing was taken over by GFO at about the time of the take- 
over by CIA of the Admin. Plant. A substantial part of the 
rest of the reduction was in unclassified printing for ABC 
and the State Department. Chief, PSD states: 

"Because of the very fine relationship between the 
Administration Building printing Plant and its customers, 
the Plant has, when heavy backlog® existed, arranged not 
to do unclassified work for these customers. Such work 
was not the type included under the terms of the agreement. 

In some cases it was necessary to negotiate satisfactory 
delivery dates for the classified work which was done be- 
cause requested deadlines could not be met. There is no 
record of any complaint by any customer agency of the service 
provided by the Plant.” 

3TAFFTKG RELATED TO Id&qpiREMSKTS 

(1) With the takeover of the Admin. Plant by CIA in January 1957, 
the workload and overtime problem became of direct concern 
to CIA. 

(2) CIA has agreed with the Public Printer and Joint Committee on 
Printing to consolidate the MHMMand Admin Building plants. 
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Because of their physical location# both plant# haw sub- 
stantially duplicate adaini strati ve and supervisory structures. 
38xis is germane to this study because celling requirements 
are one of the considerations in the workload problem of 
the ASsdn. Plant and oonsclidation of the tw plants woul 
release slots (supervisory and clerical) which could then 
SfSS tteJSTS. Active =ap«lty of tt. J*d». 

Plant without any increase in ceiling* Additionally con- 
•olidation would provide Greater flexibility and efficiency 
in the use of all PSD assets, both people and equipment, 
fhls* however, is at least 3 years away. 

During the calendar year 3-957 the percent of total work done 
forth® Agency increased but vae offset by a decrease in work 
done for ottier Agencies. At the mm time the number of 
people available to do the work dropped significantly (TAB GJ. 
Whig , plus the fact that OBI eliminated its own backlog, 
accounts for the backlog now in the plant which Is gradually 
being reduced. It should be recognized that this has been 
an annual occurrence for at least the last three years. Chief, 
has stated that once this backlog is reduced, and if the 
BXg submissions can be controlled, he believes the Main. 

Plant could handle the printing requiranents placed on it now 
with a staff and "a moderate amount" of overtime, 

(Overtime in calendar 1^6 amounted to £ man years. In 

1957 overtime amounted to between 9 and 10 man years. / 

During calendar year 1957 the people on duty * n J*® 
averaged 110 including details. The mgber of productive hours 
worked would have required a staff of ■ to perform without 
overtime. In the peak and valley situation in this plant it 
is not desirable for obvious reason#, to staff up to meet 
peak periods. The effective working ceiling gO&e plant is 
ehief PSD recommended a T/0 of which trauld 
ZSTrJiase of6 of the 9 frozen slots, but would still 
be 8 fewer people than the average on-duty strength for the 
year prior to CIA take-over of taws plant. Although the plant 
could possibly be operated effectively withabareainimum of 
hi* the a ddition of one laborer position (to a total. 
Jwould be very desirable because highly skilled per- 
would be relieved from unskilled work which they other- 
J^TWd be required to perfbm, their overtime costs would be 
reduced by much more than the cost of one laborer, and overtime 
hours could be further reduced. 
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k. CXffiCECJSOTBt 

*. la view of the JDS policy m requirements, the interpretation of 
that policy by the BE/X, tie conclusions of the dark Comaittefe in 
witter, and the increasing reliance being placed on the SIS 
by all contributing and using agencies and departments, it is not 
faasible to reduce the level of 08 requirements. 

b. She increased use of tables, charts, naps and color printing to 
im p y mm read abili ty and useability of the SIS is in line with 
current trends In production of all types of intelligence and 
the additional expense involved is small when compared to the 
total eost of collecting and producing such intelligence . 

c. All of the pressures consonant with good judgment ore being brought 
to bear on contributor agencies in order to smooth out the con- 
tributor peak and valley situation. 

rt"\, 

| d. Although Gf© records are aft available fbr the years 1955 and 1956, 

i / dissuasion with PSD personnel and comparison of their best estimates 

1 with the records for 1957 , indicates that there was no substantial 

increase in total workload in the Main. Building Plant during calendar 
y ea r 1957 . Ihere vac an increase in HIS Sections submitted to the 
plant (TABS 0 & H) but the overall 1*15 requirements have not increased. 

-9- 


ginee the peak period for HIS contributor submissions is June 
(TAB S) and the peak period for OBI submissions to the Plant 
is generally 2 or 3 months later (TAB F), the peak periods in 
the plant generally are in late summer and fall when Congress 
is sot in session «ftd Chief, PSD believes that GPO could de- 
tail already cleared personnel to the Admin. Plant without 
tt n&ae hardship. Such personnel could be reimbursed with .06 
funds, and the plant hiss a long history of needing and re- 
ceiving such assistance on a sporadic basis . Chief, PSD would 
ni« to avoid the necessity of asking for such assistance but 
agrees it is one alternative course of action. 

Other possibilities lit in the area of reduction of overall 

reqjKireaints levied on PSD in order to release slots for the 

Msdn* plant, fbr eaapple, flhief, fS!D is currently making 

efforts in this direction by studying the practicability of 

th e use of a revo lving fund and the possibilities of printing 

theBM^^B^M m od other printing commer cially. He states 

that commercial printing ofl^B^B^^^ Bwould permit dis- 

contimance of the entire night shift at^^^^^^^^Hand re-' 

lease of 10 slot®. 25X1 A 6 a 
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' e* She major factor responsible for the workload problem at the Ma in, 
Plant is the reduction during calendar year 1957 of personnel in 
tiie Main. Plant to below any acceptable minimum and considerably 
below any on-duty strength prior to the takeover. Shis has reduced 
the production capacity of the plant to the point where requirements 
cannot now be met without excessive overtime. 

f . She unavailability of informal details between GFO and the Plant 
since the takeover by CIA has impaired the flexibility of p lant 
production capacity. 

25X9A2 

g. Although had been estimated as the "absolute mini qua” staffing 
for the Main. Plant; careful review of the current staffing pat- 
tern and comparison of it with the staffing pattern at the time 
CIA took over the plant shows an imbalance between ©killed and 
unskilled labor. It has been necessary to assign skilled personnel 
to perform unskilled labor which has resulted in reducing total 
skilled productive hours by at least one skilled worker. Approval 
of an additional laborer slot would permit proportionally more 
s k ill e d productive hours to be used to reduce overtime and backlog 
and maintain them at an acceptable level. 

h. US priorities and deadlines" represent such a proportion of 

total production requirements (2.5$) that they present no real problem 
(pa®® 6 paragraph 4). Pressures fro® OH for more timely production 
of SOB Sections are a real problem which c an be alleviated az^per- 
haps solved entirely by the approval of a ceiling and T/o of HESS 
and continued authorisation of overtime to work down the His backlog 
now in the plant and avoid building future backlogs . 

i. The Agency is obligated to provide (eventually in one consolidated 
plant) the same kinds and amounts, except for Air Force, of service© 
the plant provided before the takeover. 

j* Consolidation of the plants would provide more efficiency and flexi- 
bility of printing operations, and would permit release of administra- 
tive and supervisory slots for production jobs. 

k. The nature of the work done in the Admin. Plant precludes contracts 
with comnercial printers. However, studies of other PSD require- 
ments may reveal possibilities for commercial contracts for non- 
sensitive printing euid for use of a cost-to-consumer system. 


5* RBCCKffiSDAUGNS: 


A. That the Director of logistics again request GFO to provide detailed 
personnel to the Main. Plant on the basis of a mutually satisfactory 
agreement. (This has been done since this recommendation was first made 
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b. That the Director of logistics in collaboration with the Comptroller 
«*plore *11 practical cost-to-oonsuBjer systems, including a revolv- 
ing fund, as a means of reducing overall printing services reqjuire- 
®eats (this has now been started) (Management staff will assist if 
desired). 

<s. Shat the HD/ 8 authorise release of 6 of the 9 frozen slots i n the 

Ataih. Flint, approve an effective minimum working celling of 25X9A2 

tor this plant and approve the attached T/o (TAB L ); this to be 

done with the understanding that the 3 remaining frozen slots not 

appear on the Ufo but be held in reserve pealing the development 

of more experience in this plant. 

d. That the Director of logistics continue to authorize overtime for 
the Main. Plant to the extent accessary to reduce the backlog in 
the plant to 100 sections and maintain it at that level. 

e* That, other than the above recom men da t ions, no further action be 
taken at this time in order to allow time for the atypical situation 
ifaicfa developed in 1957 to be remedied; that Management Staff be 
directed to monitor this situation; and, after a suitable length of 
time (not to exceed one year), report back to the B©/s regarding the 
extent to which the problems in the Attain. Plant have been solved 
and the desirability of any further changes. 


Attachments: 


SIGNED 2 0 MAR 1958 

Chier^SSageaent Staff 
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ID - TABS A thru L 


f i (,*■«£ 0 

""SCreeSor of Logistics 


2 0 MAR 1958 

15Se 


The recommendations in Paragraph 5 above are approval, but this approval does not 

r ' authorize any increase in 
the Office of Logi sites 


Date: 


1 -j ~ ^ 



/s/ H.G.L. 
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Deputy Director (Support) 
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~ er w/one attach 


1 - Mgt/S w/ no attach 
Mfirfc / S. (rfflf • £?Di"h * TO Mq 


Dfh 1 


fx/) 



